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摘 要 
I 
摘  要 
本文以东南沿海地区从事政府信息化建设的国有中小企业G公司为研究对象，
G公司由于公司战略目标模糊，项目管理水平低下，成立十年，公司发展遇到瓶颈，
公司收入高度依赖“市长服务热线运维”这个单一业务来源，随着在市长热线政策
性调整后，公司面临严峻的生存考验。G 公司通过从组织管理层面和项目管理操作
层面两个维度对G公司承接的项目管理实施进行改进，对公司项目管理现状存在问
题进行剖析，找出上述问题的根源，并制定项目管理改进方案。组织层面，通过“重
新调整公司战略定位”、“调整组织架构”、“优化项目管理流程”等措施对项目管理
加以改进；操作层面，通过“制定项目管理程序规范模板”、“确立项目成功标准”、
“做好多项目管理中的资源调配”等手段优化项目管理；进而使用G公司的一个政
府信息化项目的改进案例，说明上述项目管理改进措施的实际应用情况。本文最后
使用定性和定量指标对项目改进效果进行评估。通过对G公司项目改进管理的研究，
本文得出类似G公司这样的中小企业项目管理应注重组织宏观层面和操作具体层面
的项目管理，既要注重项目管理的体系化操作，更要注重项目管理作为企业经营活
动所服务的组织战略等系列结论。 
 
关键词：项目管理；中小企业；信息化；  
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Abstract 
 II
Abstract 
This paper takes the state-owned small company G in Southeast coastal area as the 
research object, because of the vague of strategic objective and the low project 
management level, the company's revenue highly dependent on the mayor's hotline 
operation, a single source of business after establishment over ten years. The policy 
adjustment of the mayor's hotline put company G in a severe condition. From the aspect 
of organizational project management and operational project management, the paper 
analyzes the current situation of company G 's project management, finds out the reason, 
and develop the project management improvement program, carries out the improvement 
measures, On the organizational level, the project management is improved by   
adjustment of the company's strategic positioning, reconstruction of the organizational 
structure as well as optimization of the project management process; On the Operational 
level, optimization work was done through the development of the project management 
process specification template, establish the project success criteria, and optimize the 
multi-project resource assignment; And then use the G company's government 
information project as a case to illustrate the practical application of the project 
management improvement measures. Finally the paper evaluates the effectiveness by 
qualitative and quantitative indicators. By study we draw several conclusions. One of 
which is that the improvement of project management has two main aspects of 
organizational and operational, we should pay more attention to take project management 
as an organizational management business activities, while focusing on the ordinary 
operation of the project management. 
 
Keywords: Project Management; Small and medium-sized enterprises ；
Information technology； 
 
 
厦
门
大
学
博
硕
士
论
文
摘
要
库
 目  录 
III 
目  录 
第一章 绪论 ........................................ 1 
第一节 研究背景及意义 ................................................................................... 1 
一、研究背景 ..................................................................................................... 1 
二、研究意义 ..................................................................................................... 2 
第二节 研究内容及目的 ................................................................................... 2 
一、研究内容 ..................................................................................................... 2 
二、研究目的 ..................................................................................................... 3 
第三节 研究方法及框架 ................................................................................... 3 
一、研究方法 ..................................................................................................... 3 
二、研究框架 ..................................................................................................... 4 
第二章 研究的理论基础 ............................... 5 
第一节 项目管理理论 ....................................................................................... 5 
一、项目管理理论 ............................................................................................. 5 
（一）项目及特点 ............................................................................................. 7 
（二）项目管理的基本层次 ............................................................................. 7 
（三）项目管理及相关专业知识 ..................................................................... 8 
（四）项目组织架构及比较 ............................................................................. 9 
（五）项目资源的制约与协调关系 ............................................................... 12 
（六）组织级项目管理（OPM） .................................................................. 13 
二、信息化项目管理的特点 ........................................................................... 13 
第二节 项目管理的应用情况 ......................................................................... 14 
第三节 本章小结 ............................................................................................. 16 
第三章 G 公司项目管理的现状及存在问题 .............. 17 
第一节 G 公司概述及项目管理现状 ............................................................. 17 
一、战略目标的形成与现状 ........................................................................... 17 
二、项目经营现状 ........................................................................................... 18 
三、公司组织架构 ........................................................................................... 19 
厦
门
大
学
博
硕
士
论
文
摘
要
库
目  录 
 IV
四、项目运作流程 ........................................................................................... 19 
五、人力资源管理现状 ................................................................................... 21 
第二节 G 公司项目管理存在问题及原因分析 ............................................. 21 
一、组织层面项目管理存在的问题及原因分析 ........................................... 21 
（一）组织战略定位对项目管理的掣肘 ....................................................... 21 
（二）组织架构与项目不够匹配 ................................................................... 24 
（三）项目管理流程复杂低效 ....................................................................... 25 
二、操作层面项目管理存在的问题及原因分析 ........................................... 26 
（一）项目“资源”协调调度能力弱 ........................................................... 26 
（二）项目管理规范性差 ............................................................................... 29 
（三）项目管理信息化工具运用不充分 ....................................................... 29 
第三节 本章小结 ............................................................................................. 30 
第四章 G 公司项目管理改进方案 ...................... 31 
第一节 改进目标及思路 ................................................................................. 31 
一、改进目标 ................................................................................................... 31 
二、改进思路 ................................................................................................... 31 
第二节 组织层面项目管理改进方案 ............................................................. 32 
一、分析组织战略目标 ................................................................................... 32 
（一）外部分析 ............................................................................................... 32 
（二）内部分析 ............................................................................................... 34 
（三）SWOT 分析 ........................................................................................... 36 
（四）公司战略定位 ....................................................................................... 38 
二、优化公司组织架构 ................................................................................... 39 
（一）成立营销部 ........................................................................................... 40 
（二）转化为平衡型项 目组织架构 ............................................................. 40 
三、建立项目优先级规则 ............................................................................... 41 
（一）确立公司项目优先级决策的层次分析模型 ....................................... 42 
（二）计算项目优先级权重 ........................................................................... 45 
四、项目决策流程的优化 ............................................................................... 49 
厦
门
大
学
博
硕
士
论
文
摘
要
库
 目  录 
V 
（一）营销部负责获取商机 ........................................................................... 50 
（二）项目一次性集体决策 ........................................................................... 50 
（三）项目由项目小组实施 ........................................................................... 50 
（四）项目售前售后非技术类的商务活动从项目小组任务剥离 ............... 50 
（五）通过多种手段控制项目范围频繁过度变更 ....................................... 51 
五、人力资源与绩效考评体系的优化 ........................................................... 51 
（一）招人和育人方面的优化 ....................................................................... 52 
（二）用人和留人方面的优化 ....................................................................... 52 
六、重塑公司企业文化 ................................................................................... 54 
第三节 项目管理操作层面改进 ..................................................................... 54 
一、构建项目管理程序 ................................................................................... 54 
（一）编制公司项目管理程序文件模板 ....................................................... 54 
（二）项目管理程序的执行 ........................................................................... 57 
二、确定项目成功的标准 ............................................................................... 57 
三、控制好项目管理过程的关键环节 ........................................................... 58 
（一）项目计划过程的关键工作 ................................................................... 58 
（二）项目执行和控制过程的关键工作 ....................................................... 59 
（三）项目收尾过程的关键工作 ................................................................... 60 
四、提高多项目管理水平 ............................................................................... 60 
五、普及项目信息化辅助工具的使用 ........................................................... 61 
第四节 政府信息化项目管理改进案例分析 ................................................. 62 
一、项目管理改进前的建设情况及经验教训 ............................................... 62 
（一）改进前项目建设情况 ........................................................................... 62 
（二）改进前项目建设的经验教训 ............................................................... 63 
二、项目管理改进后的建设情况及取得效果 ............................................... 68 
（一）改进后的建设情况 ............................................................................... 68 
（二）改进后的建设效果 ............................................................................... 68 
第五节 本章小结 ............................................................................................. 69 
第五章 改进效果评估 ................................ 70 
厦
门
大
学
博
硕
士
论
文
摘
要
库
目  录 
 VI
第一节 组织层面项目管理改进效果评估 ..................................................... 70 
一、战略目标达成情况 ................................................................................... 70 
二、核心竞争力形成情况 ............................................................................... 70 
三、企业文化建设情况 ................................................................................... 71 
第二节 操作层面项目管理改进效果评估 ..................................................... 71 
一、项目能力建设情况 ................................................................................... 71 
（一）项目管理能力方面 ............................................................................... 71 
（二）项目技术能力方面 ............................................................................... 72 
（三）核心产品方面 ....................................................................................... 72 
二、项目执行效率改善情况 ........................................................................... 72 
三、项目执行效果情况 ................................................................................... 73 
第三节 本章小结 ............................................................................................. 74 
第六章 结论 ....................................... 75 
第一节 研究结论 ............................................................................................. 75 
第二节 有待进一步研究的问题 ..................................................................... 76 
参考文献  ........................................... 77 
致 谢  ........................................... 79 
 
 
厦
门
大
学
博
硕
士
论
文
摘
要
库
Contents 
VII 
Contents 
 Chapter One  Introduction ················································ 1 
Section 1 Research background and significance ·································· 1 
1. The background ······································································ 1 
2. The significance of the research ··················································· 2 
Section 2 Research content and purpose ············································· 2 
1. Research Content ···························································································· 2 
2. Research Purpose ···························································································· 3 
 Section 3 Research methods and framework ······································· 3 
1. Research methods ··························································································· 3 
2. Research framework ······················································································· 4 
Chapter Two  Theoretical basis of the study····························· 5 
 Section 1 The theory of project management ······································· 5 
1. The theory of project management ················································ 5 
2.The feature of IT project management ··········································· 13 
 Section 2 The application of project management ································ 14 
 Section 3 Summary ······································································ 16 
Chapter Three  Project management state & problems of Company G
 ···················································································· 17 
 Section 1 Overview of company G’s project management ………………. 17 
1. The formation and status of strategic objectives ········································· 17 
2.The status of project management ································································ 18 
3.The structure of company organization ························································· 19 
4.The project operation process ····················································· 19 
5.The current situation of human resource management ························· 21 
 Section 2 Problem analysis of Company G’s project management ············ 21 
1. Analysis on the causes of project management organizational level ··········· 21 
2. Analysis on the causes of project management operational level ··············· 26 
厦
门
大
学
博
硕
士
论
文
摘
要
库
Contents 
 VIII
 
 Section 3 Summary ······································································ 30 
Chapter Four  Measures of company G’s project management 
improvement ·································································· 31 
 Section 1 Improvement goals and ideas ··········································· 31 
1. Improvement goals .................................................................................. 31 
2. Improvement ideas .................................................................................. 31 
 Section 2 Project management improvement program of organizational level 32 
1. Analayis on organizational strategic objective ........................................ 32 
2. Optimize the organizational structure ..................................................... 39 
3. Establish the project priority rules ........................................................... 41 
4. Optimization the decision process of project .......................................... 49 
5. Optimization of human resource and evaluation system ......................... 51 
6. Reshape the corporate culture ................................................................. 54 
 Section 3 Project management improvement program of operational level 54 
1. Build the project management process module ....................................... 54 
2. Form the criteria of project success ......................................................... 57 
3. Handle the key points of the project management .................................. 58 
4. Improve the level of multi project management...................................... 60 
5. Increase the usage of the information aid tools ....................................... 61 
 Section 4 Case analysis of company G’s project management ················ 62 
1. Situation before management improvement and lessions ....................... 62 
2. Situation after management improvement and achievements ................. 68 
 Section 5 Summary ···································································· 69 
Chapter Five Effect evaluation of improvement ······················· 70 
 Section 1 Evaluation of the organizational level improvement ··············· 70 
1. Strategic goal attainment ......................................................................... 70 
2. Formation of core competence ................................................................ 70 
3. Construction of enterprise culture ........................................................... 71 
厦
门
大
学
博
硕
士
论
文
摘
要
库
Contents 
IX 
 Section 2 Evaluation of operational level improvement ························ 71 
1. Evaluation of project construct ability improvment ................................ 71 
2. Evaluation of project execute efficiency improvment ............................ 72 
3. Evaluation of project execute effection improvment ............................. 73 
 Section 3 Summary ···································································· 74 
Chapter Six Conclusion ····················································· 75 
 Section 1 Research conclusion ······················································· 75 
Section 2 Issues to be further studied ·············································· 76 
Reference ······································································· 77 
Acknowledgments ···························································· 79 
 
 
 
 
厦
门
大
学
博
硕
士
论
文
摘
要
库
厦
门
大
学
博
硕
士
论
文
摘
要
库
第一章 绪论 
1 
第一章 绪论 
第一节 研究背景及意义 
一、研究背景 
政府投资项目是政府履行社会公共管理职能，提供社会公共服务的重要手段，
按照政府和市场在社会信息化建设中的主导程度划分，我国政府属于典型的亚洲模
式[1]，政府深度介入信息化建设的全过程。政府通过行政力量制定信息化发展的全
局性战略，设置全局性的信息化主管部门，制定相关法律法规加以保障，在信息化
过程中国采取的是一种“自上而下”推动信息化建设模式，政府通过构建信息化体
系框架和示范试点逐步推进信息化建设[2]。以电子政务为代表的政府信息化建设力
度逐年加大，尤其近年来“云计算、大数据、物联网、智慧城市、现代服务业、信
息消费、互联网+”一系列的信息化概念的相继涌现，我国政府先后出台了一系列
政府信息化项目试点。2010 年国家发改委确定了 37 个首批国家服务业综合改革试
点区[3]。2011 年，文化部、财政部共同出台了《关于进一步加强公共数字文化建设
的指导意见》，同年确立了第一批创建国家公共文化服务体系示范区名单[4]。2013
年工信部经研究确定北京市等 18 个省级地方和北京市海淀区等 59 个市（县、区）
作为首批基于云计算的电子政务公共平台建设和应用试点示范地区，鼓励地方在现
有基础上建设集中统一的区域性电子政务云平台，支撑各部门业务应用发展[5]。
2013 年 8 月，住房城乡建设部下发通知，确定北京经济技术开发区等 103 个城市
（区、县、镇）为 2013 年度国家智慧城市试点[6]。2013 年 12 月 17 日,工业和信息
化部公布了首批 68 个国家信息消费试点市（县、区）名单[7]。2014 年 11 月 26 日，
国务院办公厅印发了《关于促进电子政务协调发展的指导意见》，对进一步推动政
府系统电子政务科学、可持续发展，逐步建立与政府履职相适应的电子政务体系，
有效服务于创新政府、廉洁政府、法治政府建设，不断提升信息化条件下政府治理
能力，提出具体指导意见[8]。我国政府主导下的信息化项目建设蓬勃发展。 
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